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CHAPTER I

THE PROBLEM AND REVIEW OF RESEARCH
Introduction

Understanding the bases for effective leadership
behavior in organizations has been a challenge for behav
ioral science researchers.

Theories have been developed,

hypotheses tested, and the results published extensively
in the past 50 years.

In spite of this effort, research

still has not produced a completely satisfactory explana
tion or means of predicting effective leadership behavior.
Although leadership can be divided into several cate
gories,

it is important to distinguish between two areas

of leadership— formal (appointive) and informal (which
arises or develops in an initially leaderless group).
There is a larger body of knowledge and research pertain
ing to formal or appointive leadership than there is
directed toward the informal or emergent leadership.

The

reason for this imbalance in research is that it is easier
to find appointed leaders because there are so many of
them in organizations.

The groups that are leaderless at

the start are not so prevalent as groups with appointed
leaders; yet the study of these groups may be more impor
tant as a means of distinguishing differences between

1
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leaders and non-leaders.

There is reason to believe that

leaderless and appointive leadership behaviors have some
thing in common when the mutual task of influencing a
group toward goal accomplishment is considered.
Review of Research on Leadership Traits

Behavioral scientists have looked at the nature of
leadership in several broad perspectives.

From 1900

through the 1940's, the primary investigations of under
standing leadership were through personality traits.
Stogdill (1948) summarized the literature on person
ality traits characterizing leadership.

In this compre

hensive study, the "leadership traits" most commonly iden
tified were 1

(1 ) physical and constitutional factors—

i.e., height, weight, physique, and appearance;
ligence;

(3 ) self-confidence;

(4) sociability;

i.e., initiative, persistence, and ambition;

(2 ) intel
(5 ) will—

(6 ) domi

nance; and (7 ) surgency— i.e., talkativeness, enthusiasm,
alertness,

and originality.

As Geier (1 9 6 7 ) summarized

Stogdill's results;
Among all these studies, the only common con
clusion that receives even fair support is
that leaders excel non-leaders in intelligence,
scholarship, responsibility, activity and
social participation.
From his research, Stogdill did not find the results
surprising.

He believed that leadership status came from

the leader taking an active part in group activities and
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showing his ability to move the work forward.

This meant

moving about, getting things done, and being active.

Stog

dill said the leader was a central point for responsibil
ity! he coordinated group members'
them toward goal accomplishment.

activities and moved
Stogdill believed that

the evidence suggested not a trait approach to leadership,
but a variety of personality variables which interacted
with various situations in relation to the personality
factors of the followers, and to the requirements of the
situation itself.

This, then, could be labeled the begin

ning of the situational variables recognition.
Looking at leadership from the siti.ationist' s point
of view, Gouldner (19^-9) logically reasoned that a two
fold subdivision could be made;

i.e., one group believed

that leadership traits were universal to all leadership
conditions, and the other believed that leadership traits
varied from situation to situation and group to group.
If the first group were right, that leadership is attrib
utable to traits, then it would be so in each group.
Gouldner pointed out that it could not be so, becausei
No matter how spontaneous and informal the
group, the members never engage in random,
continually unpatterned activities.
There
is a certain degree of persistence or pat
terning of activities which a group under
takes, be it bowling, playing bridge, engag
ing in warfare or shoplifting.
These persisting or habitual group activities, among other
things, set limitations on the kind of individuals who
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become group members and, no less so, upon the kind of
individuals who come to lead the group.
other peers who agree with his approach.

Gouldner cites
Gibb (19^7)

There is no one leadership type of personal
ity.
One man might achieve leadership sta
tus because he has superior intellectual
endowments which force him consistently upon
the notice of others and make them dependent
upon him.
A second achieves leadership
because he has a quiet, helpful interest in
fellow group members and because what Brit
ish psychiatrists call his ‘contact’ is good.
Leadership resides not exclusively in the
individual but in his functional relation
ship with other members of his group.
Jenkins (19^7) concludes in his summary of leadership
studies that leadership was specific to the particular
situation being investigated.
Jennings (19^3)» a sociometrist, emphasized that lead
ership is the product of interaction among members of a
group, not of their personality characteristics.

However,

she found certain constant characteristics of leaders in
her studies.

Even though Gibb (19^7) recognized the rela

tionship of the "situation" to leadership, he added that
it did seem there were some broad personality attributes
which,

just because they had them, did not cause a person

to have placed upon him a higher amount of leadership sta
tus.

However, if the person did have these personality

attributes, he might be placed higher on some scale of
choice by the group members.
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The de-emphasis in universal personality traits char
acterizing leadership did not deter all experimentation
in the area#

Lancaster (1956) made an analytical study

of research from 1 9 0 *4- to 1 9 5 ^- on leadership displayed by
American children and youth.

Of the 6*4- studies, most were

in line with the findings of Stogdill (19*4-8).

Lancaster

also cited the trend away from personality traits to inter
action.

One of her primary findings statedi

Research findings indicated that the ability
to initiate an activity and help a group move
toward its goals is necessary for leadership
behavior on any age level.
Leadership is not
acquired by the mere possession of traits but
is given by the group to the individual who
is respected and is perceived as having those
qualities necessary to help achieve goals.
Mann (1959) did a complete review of the literature
on the relationship between personality and performance
in small groups, which covered the years 1900 to 1957.
This review considered all aspects of group behavior as
well as leadership.

Even with the monumental task of eco

nomically clustering some 500 variables, Mann made the
following observations on leadership relationships!
1.

Positively related to leadership was
intelligence, adjustment, extroversion,
dominance, and measures of interper
sonal sensitivity.

2.

Conservatism was negatively related.

Bass (i9 6 0 ) also reviewed all leadership and smallgroup literature through 1958 in developing a theory of
leadership.

After reviewing evidence from past studies,
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he considered personality traits as a constant variable
over all groups and, if active at all, would be situational.
He therefore developed a host of

hypotheses that

specifically include personality

traits.

In another extensive review

of all kinds

group variables, researcher Hare

(1 9 6 2 ) noted

did not

of

smallthati

While correlations between good personality
traits and leadership are generally positive,
they are rarely large.
There are indications
that certain traits such as intelligence,
enthusiasm, dominance, self-confidence, social
participation and equalitarianism are fre
quently found to characterize leaders . . .
Usually, however, the relation of the traits
to the leadership role is more meaningful if
consideration is given to the detailed nature
of the role and the characteristics of the
followers.
McGrath and Altman (1 9 6 6 ), in their review of smallgroup research, point out that individual group members'
abilities were not necessarily useful for predicting task
performance of the group, even though these measures will
quite often show positive and consistent relationships
with the performance of group members.

They do not con

sider it profitable to pursue research from the point of
view of individual personality characteristics unless
such factors could be studied in respect to group compo
sition.

Discussing the information from research about

leadership performance, they summarized that effective
leadership behavior seemed to be a function of several
characteristics and conditions 1
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1#

Individual personality characteristics
such as extroversion, assertiveness and
social maturity, but not a host of other,
seemingly similar characteristics

2»

Education

3,

Intelligence

4,

High group status

5,

Training in leader technique

As leadership studies continued to be published, the
direction from "universal traits" to the "situational
approach" had many benefactors.

However, even with this

continuous emphasis, researchers were finding significant
relationships of personality variables with leadership.
Another position, advanced by Hollander and Julian (1 9 6 8 ),
states that leader personality can account for some part
of the variance and situational variables for another por
tion, but that we will make larger strides in research by
examining the interrelationship of the two.

This view has

been the direction of research by Fiedler (1 9 6 7 ), Hunt
(1967), and others.

In following what they believed to

be the dyadic nature of the leadership process,

Hollander

and Julian (1 9 6 8 ) attended to the interactive relationships
of dominance, assertiveness, authoritarianism, activity
level, social perceptiveness, with properties of the sit
uation in which the leader functions.
Gibb wrote the "Leadership" section for the first
edition of the Handbook of Social Psychology (Lindsey and
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Aronson, 195^) and, subsequently, updated the review of
the literature in the second edition (1 9 6 9 ).

Gibb (1 9 6 9 ),

agreeing with Hollander and Julian that leadership is a
function of personality variables and the situation in
interaction, points out the antitheses found consistently
throughout the researchi
. . o emergence as leaders cannot yet be
fully explained by personality attributes,
or by abilities, or by ratios of these to
the needs of the group, though all of these
are significant,,
The final determiners of
the rise to leadership remain somewhat of
a mystery.
He does, however, make statements that appear to be cur
rently accepted.

For example 1

. . . leadership is a function of personal
ity, and the social situation, and of these
two in interaction.
And, as a concluding observation 1
o 0 . there is abundant evidence that member
personalities do make a difference to group
performance, and there is every reason to
believe that they affect that aspect of the
group's behavior to which the leadership con
cept applies.
But other aspects of group
behavior, namely, structure, syntality, and
task, must also be taken into consideration
in attempting a complete description of
leader behavior.
Fiedler (1971), in the latest major review of his
research on his "Contingency" model of leadership, exam
ined the preceeding literature on leadership.

He pointed

out that previous studies showed the leadership-trait
approach demonstrating weak, but stable, relationships.
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He does admit that they will show most of the measurable
variance in leadership success when other relevant situa
tional factors are held constant.

He does not believe

this to be particularly important, however.

Fiedler

points out the more valuable contributions of the situa
tional studies and recognizes the existence of human rela
tions and interactional theories of leadership.

Fiedler

explains a "contingency" theory, in which the effective
ness of a leader in a situation depends on the combination
of leader-member relations, group structure, position
power, and the "leader motivational pattern" of the leader.
The leader motivational pattern is the sum of item scales
made up of a bipolar scale of personality characteristics
of the person with whom the leader least preferred to
work (LFG).
Hollander (1971). in an introduction to the March
1971 issue of Administrative Science Quarterly devoted to
organizational leadership, s t a t e s «
Today there is a resurgence of interest in the
characteristics of people who fill organiza
tional roles, especially in the case of those
occupying leader roles, considerations of
style are significant even though the situa
tional approach has been dominant for the past
two decades or more.
Fiedler is among those
researchers concerned with leader style.
His
contingency model (Fiedler, 1965» 1967) is
probably the best example of an attempt to
integrate individual characteristics with
structural and task properties of the situation.
Hollander concluded his introduction by saying:
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The situational view was never aimed at
throwing away concern with the individual
or his attributes, including perceptions
and behavioral propensities, but rather
at seeing them as differentially appropri
ate to varying circumstances and the kind
of decisions and outcomes affected.
Indi
vidual differences ought still to be a
matter of considerable concern in such
matters of personal style or entreprenurial
zeal, vision and ability to inspire trust.
The preceding review of research on leadership char
acteristics from 1900 to date appears to rule out the pre
diction of leadership based on personality or leadership
traits alone.

Also, it appears to recognize an important

impact of situational variables on all leadership situa
tions.

It recognizes an interacting of personality, sit

uation, and environmental variables and calls for research
toward examining various relationships of leadership.
It does not,

however, say that there should not be

continued research regarding the relationship of person
ality characteristics to emergent leadership.

Research

is needed to discover what characteristics may relate sig
nificantly to emergent leadership in particular situations.
Examining the relationships of various individual variables
to leadership emergence in small,

initially leaderless

groups— such as the experiential program under study— adds
information to this body of knowledge.

The following sec

tion reviews research on some variables that have often
shown significant relationships in previous studies.
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Review of Research on Potential
Predictor Variables
A review of research shows a variety of personality
variables having a small, positive, but stable relation
ship to leadership.

With the small amount of research

on the relationship of personality variables to emergent
leadership (no research identical to the present study),
a review must necessarily look at available relevant
research to identify possible significant relationships.
Previous discussion of reviews of research on per
sonality variables points out the consistent positive
relationships of intelligence and dominance
Stogdill, 1948;

Gouldner, 1949;

(Gibb, 1947?

Gibb, 1954, Mann, 1959;

Bass, i9 6 0 ; Hare, 1962? McGrath and Altman, 1 9 6 6 ? Geier,
1 9 6 7 ; and Gibb, 1 9 6 9 ).

In addition,

several other studies

show relationships of these variables to leader behavior.
Ghiselli (1 9 6 3 ) and his associates note several
traits which are significantly correlated with management
performance ratings at different organizational levels in
several different organizations.
(1 )

intelligence,

These traits were?

(2 ) supervisory ability,

(3 ) initiative,

(4) self-assurance, and (5 ) individuality.
VanderLind (1970) investigated personality and bio
graphical characteristics of certain campus leaders and
non-leaders.

He found a significant difference between

leaders and non-leaders on the dominance scale of the
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California Psychological Inventory (CPl)( as well as on
several others.

Miles (1 9 6 8 ) made an investigation into

the relationship between certain personality traits and
management success with managers at all levels in seven
different companies.

He used the Wonderlic Personnel

T e s t , Edwards Personal Preference Schedule, and the Minne
sota Multiphasic Personality Inventory (MMPI).

Traits

found significantly related to success in one or more
companies were*

mental ability, originality, dominance,

autonomy, and change.

Williams (1 9 6 9 ), in a study of

group geography and the assumption of leadership, found
that leadership emergence was not influenced by geograph
ical position, but was highly related to dominance.
Campbell et al.

(1970) relate aspects of a large-

scale study by the Industrial Relations Center, University
of Minnesota, during the early I960's.

The study of 452

managers in 13 firms operating in Minnesota found sig
nificant relationships with rankings of effectiveness (top
company officials ranked them on the basis of overall man
agement competence) from the Wonderlic Personnel T e s t , and
dominance as measured by CPI.

Selover (1962),

in a study

of 118 college men hired in 1 95 6 - 5 7 , showed substantial
differences in the rate of advancement and showed signi
ficant relationships with intelligence and college grade
point average.

Other reviews of organizational research

in large and small organizations, made by Campbell et al.
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(1 9 7 0 ), lend support to a positive relationship between
intelligence

(or scholastic success) and managerial suc

cess.
Kopff (196 6 )o however, failed to find significant
relationships between intelligence and manager perform
ance as measured by the Wonderlic Personnel Test and the
California Short- Form Test of Mental Maturity.

This was

a study of 270 administrators, technicians, and management
personnel in an industrial chemical corporation.
Christie and Geis (1970) report studies on a con
struct called Machiavellianism.

They use the short term

"Mach" when referring to the Machiavellian.

A Machiavel

lian traditionally is one who "views and manipulates
others for his own purpose."

The Machiavellian scale

scores one on whether he perceives himself as a high Mach
or a low Mach.

A high score results from one's choosing

statements so that "it Hthe score! represents the degree
to which a respondent believes that people in general are
raanipulatable; that interpersonal manipulation is pos
sible."

They found in studies that high Machs do better

than low Machs when three crucial conditions are met that
are typical of the emergent leadership situationi
1.

Interaction is face-to-face.

2.

Subjects have a chance to improvise
and respond freely.

3.

The situation permits the arousal of
emotion where the experiment has seri
ous consequences.
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All of these conditions were typical of the program under
investigation.
In some 20 to 30 experiments over the last ten years
on various phases of Machiavellian behavior, no direct
experiment concerning the relationship of Machiavellian
ism and informal leadership was performed.

This was prob

ably due to the fact that most experiments were concerned
with the success of an individual high Mach in a situation
where two persons interact, or with the result of a coali
tion in a large-group situation.

Christie and Geis, from

their research of leaderless group discussions and factors
from other studies, postulate thati
High Machs take over the leadership in infor
mal face-to-face groups.
They initiate and
control the structure of the group and
thereby control the process and outcome.
Christie and Geis (1970) propose a model of hypothe
sized interaction between the Mach and situations with
predicted tactics.

If this model is relevant, Machiavel

lianism should be significant.

This model says that high

Machs in a loosely-structured situation will limit test
ing, initiate and control the structure, and instrumentally exploit the resources.

In a highly-structured sit

uation, they will work within the system and exhibit per
functory performance with occasional apathy.

The hypo

thesis is based on the premise that the groups are oper
ating as loosely structured (exact role behavior of par-
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ticipants not predefined, exact means to achieve goals
not predefined, and improvisation required).
Geis (1 9 6 8 ) assigned 298 students to four-person
groups matched by all high Machs, all low Machs, and two
of each.

The study was designed to find out if high Machs

took control of groups when members had a "real" stake in
group outcome0
Machs*

She also wished to determine whether high

ability to organize resources, exploit and focus

them on winning— which has appeared in studies of individ
ual competition— would also appear in the cooperative sit
uation within the groups (as measured by competition
between groups).
Geis stated 1
At the first meeting of the group members,
they found out they would work together all
semester on a laboratory project which would
count one-fourth of their final course grade.
They were given 20 minutes to get acquainted
and begin discussing project ideas and then
asked to choose a leader 0 In 19 of the 44
groups (43 percent) with a high Mach avail
able, the highest scorer in the group became
leader more frequently than any of the three
lower scoring members.

Review of Research on Peer Ratings
or Emergent Leadership

The use of peer ratings as an estimator or predictor
of eventual leadership success or managerial effectiveness
has been substantiated in a number of representative stud
ies over the last 25 years.
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The classic study was by Wherry and Fryer (19^+9) •
In an attempt to distinguish between a popularity contest
and a valid prediction in peer ratings, they studied two
Officer Candidate classes and compared peer ratings and
superior ratings over sequential time periods#

Their

results set a precedent followed by later investigations.
1#

Buddy ratings appear to be the 'purest'
measure of leadership.

2.

Co-workers are able, at the end of the
month, to evaluate leadership to a
degree equaled by instructors only
after four months of observation.

3»

Nominations, which are more reliable
than graphic ratings, are equally good
measures of leadership.

4.

While both nominations and graphic rat
ings by co-workers show quite satisfac
tory reliability after one month, the
reliability of nominations after four
months is outstandingly higher than that
of any other variable upon which the
test was made.

Hollander and Webb (1955), looking at previous socio
metric research as well as the Wherry and Fryer research,
investigated the relationship between leadership, follow
ership, and friendship peer nominations within eight groups
of Naval Aviation Cadets (N=l87)„

The cadets were asked to

nominate the top three to lead a special unit and then list
three that were least qualified.

On a followership form,

they were asked to assume they had been chosen leader and
pick three they would most want as part of the unit and
three they would least want.

The third form asked them
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to list three cadets whom they considered their best
friends in the section.
Results showed the leadership and followership nom
inations intimately related in a positive direction and,
secondly, leadership and followership nominations, to a
considerable extent, were independent of friendship
choices.
Gordon and Medland (196 5 ) indicated, in a study of
military groups, thati
From the result of the present study, it may
be concluded that peer ratings of leadership
potential, even when obtained on the basis
of relatively short acquaintanceship, are
primarily related to observed or inferable
attributes of the individual being rated,
rather than to fortuitous factors associa
ted with the particular composition of the
group that he happens to be in«
Present
findings provide additional support to the
use of peer ratings of leadership potential
obtained in one group for selecting individ
uals to serve in a leadership capacity in
some other group, where both groups have the
same task orientation and are drawn from the
same population.
In the Gordon and Medland study, the groups and the
tasks they were required to do were similar to the groups
and tasks required in the present study.
The efficacy of peer ratings for effective leadership
selection has been demonstrated by several other investi
gators, also.

Gleason (1957) analyzed the association

between peer rankings of leadership and intelligence, as
well as faculty ratings of leadership,

in a military
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training school.

These rankings were made on seven- to

nine-man leaderless group discussions.

The results werei

Group member rankings of leadership dis
played during a leaderless group session
were predictive of leadership scores
received in training.
Peer rankings were
also correlated with faculty ratings of
personality traits and overall leadership
abilities and observer ratings of traits
and leadership during training and on an
OCS-type situational test.
In a follow-up phase of the study, Hollander (196 5 )
utilized the peer nominations he began in 1955*

He had

over 700 trainees complete several peer nomination forms
at various stages of training.

Using average grades—

secured from fitness-report ratings assigned by their
direct superordinates— as a performance criterion,

his

findings supported the use of yearly peer nominations as
a valid supplemental measure in predicting performance
after training.
In still another study, Reynolds (1 9 6 6 ) assigned 33
senior Air Force ROTC college students to positions of
responsibility by combined staff and peer sociometric
ratings to determine the efficacy of peer ratings in pre
dicting leadership success.

Significance at the .01 level

was found with the success criterion.
Booker and Miller (1 9 6 6 ) asked ROTC students to nom
inate peers for five important Brigade positions, and the
"Cadre" was asked to do the same.

Repeat peer nominations

with other ROTC cadets at summer camp showed high corre
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lation with previous peer nominations.)

The conclusions

drawn werei
1.

If a peer group has sufficient interac
tion and is reasonably stable over time,
the consistency of its nominations is
relatively high.
Moreover, the peernomination technique has added advantage
of being able to identify the members of
the group who rank high in informal lead
ership status.

2.

The reliability of peer nominations
appears to be a function of the rela
tive importance of the position within
the organization.

3«

The high correlation between peer and
superordinate nominations indicates that
peers are just as objective as their
-superordinates in selecting an individ
ual for promotion.
This, in turn, implies
that in making their selection peers are
not swayed by their personal liking for
the candidates, but consider pretty much
the same factors as do their superiors.

The literature on the efficacy of peer ratings pro
vides substantial reasoning for designating emergent lead
ership as the mean of the six peer ratings over two sixweek projects.

Emergent leadership (peer ratings) is the

dependent variable.
Need for the Study

One of the important reasons for conducting any study
to identify potential leaders is the high cost of manage
ment development.

Serbein (1961) found, in a survey of

35 companies employing 10,000 or more persons, that eight
of them spent more than one million dollars per year on
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in-company training.

One organization spent over fifteen'

million dollars on in-company training programs.

A small-

percent improvement in leadership selection could save
these companies, as well as large bureaucratic agencies,
considerable money and time.
Selection, however, is not necessarily the most impor
tant aspect to be considered.

The effective training of

managers at any stage of this development should be con
sidered.

This is the important aspect in the experiential

program under study.

Knowing the characteristics of the

leaders would help in the development of the remaining
group members.

An alternative would be to divide the

group into leaders and non-leaders.

In this way, leaders

•in one group would be able to compete with each other for
leadership and learn to share in their leadership behav
ior and skills.

The non-leaders in a group would have

the opportunity to emerge and experience the reinforce
ment of successful leadership.

These are worthwhile objec

tives for this type of an academic program.
The current trend in education toward working in
small groups for goal accomplishment could benefit in
understanding group-leader effectiveness.
In addition to helping teachers to appoint effective
leaders to certain groups, such knowledge would give
teachers some ideas as to which persons may arise as emer
gent leaders in possible conflict with appointed leaders.
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This would be especially important in committee assign
ments of interdepartmental members.
The continually-increasing employment in government
service, and additional costs to taxpayers, are excellent
reasons for developing effective leaders to coordinate
people and material resources.

Emergent Leadership— Research Differences

Bass and a number of associates

(Bass, 1951? Bass and

Coates, 1952; Bass and Klubeck, 1952; Bass and Wurster,
1953; and Bass et al., 1953) made a series of studies on
leaderless discussion groups for a variety of small-group
study variables.

Leadership results werei

1.

Leaderless group discussion, resolving
a problem, appeared to have limited use
for predicting office potential.

2.

Different seating arrangements did not
differentiate leader behavior.

3.

No significant difference between rank
of supervision, intelligence, and bio
graphical data appeared in leaderless
discussions.
Second study showed opposite relation
when nature of the problem was
changed.

5.

In a study of the association of lead
erless group discussion behavior with
various personality characteristics of
groups of college girls, a negative
relationship to authoritarianism was
found.

Borg (1957) compared the behavior of group members
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and leaders in problem-solving six-man groups with and
without appointed and emergent leaders.

Emergent leaders

were found to behave no differently when they were appoin
ted leaderst emergent leaders still exhibited more lead
ership than others, even when someone else was appointed.
Borg and Tupes (1958)

investigated the relationship

between personality characteristics and leadership per
formance in different task situations among OCS candidates
who were assigned two different tasks.

One was a military

problem, the other a leaderless group discussion.

Com

bined leadership scores on both tasks were highly and pos
itively related to ratings of extroversion,

intelligence,

assertiveness, social maturity, and energy.
Crockett (1955). in a study of 72 business,

indus

trial, and government groups, compared the behavior and
characteristics of group members who exhibited different
degrees of leadership in group discussions.

Emergent

leaders were differentiated from other group members by
proposing more problems, seeking more information, and
becoming more ego-involved in discussions.

Also, desig

nated leaders rated emergent leaders as having more exper
ience with group problems, being more important to the
group, and having higher status than other group members.
Kopff (1966) studied 270 administrative, technical,
and management personnel in an industrial chemical corpo
ration to explore the relationships among intelligence,
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selected personality traits, goal-setting ability, and a
manager's performance.

Coefficients of correlations were

not significant for any of the three managerial levels.
He concluded that “in a rapidly growing and dynamic cor
poration,

intelligence and personality traits, beyond an

undetermined minimum level, are not related to success on
the job."

These again were appointed leaders.

Wilson (195*0 made a study of emergent leadership
among 135 undergraduate subjects in eight sections of
public speaking, divided into 32 chairmanless groups of
four or five for discussions.
leaders.

Peer rating determined

He found eight variables significantly asso

ciated with autocratic leadership*
(2 )

(1) participation;

assumption of chairmanship function;

exerted influence;
cussion;

(3 ) estimated

(U) sociotelic acceptance after dis

(5 ) appropriateness of speech habits;

ing the goal;

(6 ) stat

(7 ) stating approved solutions; and (8 ) con

sideration of worthwhile ideas.

His overall summary of

the study was that students who participated the most,
students with worthwhile ideas, and students who assumed
chairmanship function were the measured leaders.

Also,

they were rated as being significantly more influential
and most often were chosen as future

'iscussion compan

ions.
Dubno (1 9 6 8 ) stated the need to reexamine personal
ity variables in light of recent research.

He experimented
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with initially leaderless problem-solving groups, looking
at the relationship of emergent leaders to scales on the
MMPI (Minnesota Multiphasic Personality Inventory)o

He

noted that the Pt scale "presumed to measure such person
ality or behavioral characteristics as cautiousness, hes
itation in making up one's mind and procrastination."
The groups in this experiment were put under pressure for
quality performance.
Dubno indicated that "results showed the most effec
tive leaders to be those with fast decision-time charac
teristics, urging their groups to arrive at high quality
solutions," and "it was further suggested that predictions
of group effectiveness depend on interaction among per
sonality, task and situational variables."
These studies have characteristics which are some
what similar to the design of the present study.

None,

however, are exactly the same as the present 3tudy.

The

investigators examined leaderless group discussions,

small

problem-solving groups, and they examined relationships
between personality variables and leadership.

They found

few differences between appointed and emergent leadership
and scattered results on personality characteristics or
predictors.

Purpose of the Study
The purpose of the study was to examine the relation-
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ship between several potential predictor variables and
emergent leadership for prediction of future leadership
potential in an experiential management program.
The study used data from the Fall 1971 term of a
Management Department class of 70 male students in a
mid-western university Business College.

They were

divided into small, initially leaderless, task-oriented
groups.
Knowledge about potential predictor variables was
needed for information regarding program design, descrip
tions of students who were successful in the program, and
possible linkage with program goals as they are represen
ted by the parameters of role behavior, problem solving,
decision making, and presentations.

In addition, such

knowledge could help determine the amount of student coun
seling and coaching needed, as well as the need to enrich
program content or possible need for change of faculty
positions or roles.
Hypotheses

Previous investigations cited have found several
predictor variables to have positive effects on criterion
variableso

Therefore, for the purpose of this study, the

following hypotheses will be investigated, and other pos
sible predictor variables from the research battery will
be examined for potential relationship to emergent leader-
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ship,
There is a significant relationship between the
dependent variable of emergent leadership as determined
by peer ratings and the following independent vari a b l e s «
(l) intelligence,

(2) dominance,

(3) grade point average,

(ty) Machiavellianism.

The results of the investigation should be looked
upon as the relationship between the independent vari
ables and the dependent variable of emergent leadership,
but not showing causal relationships as such.
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CHAPTER II
DESIGN METHODOLOGY

Introduction

The purpose of this investigation was to examine the
relationship of potential predictor variables for future
leadership potential.

This criterion was called emergent

leadership and was defined as the mean of six peer ratings
of leadership ranlc taken over the course of two six-week
projects.

The strength and direction of the predictions

were determined by the examination of the intercorrelations
of potential predictor variables

(scale scores from a per

formance and research battery) with the peer rankings.

An

intercorrelation matrix was generated by computer, and a
stepwise regression analysis was performed to determine
the entrance sequence of variables and the strength of the
variance relationship.
The variables systematically included in the step
wise regression were those variables found to contribute
the most to the increase in the coefficient of determina
tion (multiple R2 ), which is the proportion of variance
of the dependent variable accounted for by the independ
ent variables included in the regression equation.

27
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Sample
The sample consisted of 70 male students from the
corequisite advanced management classes in the Management
Department of a Midwestern university during the fall

1971 term.
Ten student project teams varying from six to eight
members were required to develop two assigned projects.
Six weeks were allowed on each project and the students
were required to make presentat,ions to faculty evaluation
teams during the course of the project.

The two faculty

teams, each consisting of three persons,

observed and

evaluated five project groups for the first project as
well as the other five groups for the second project.

Instruments
The dependent variable emergent leadership was
determined by averaging the six peer rankings over the
two projects.

The students were given the results of these

evaluations on computer print-out sheets after each eval
uation.
The potential predictor variable scores came from a
performance research battery given to all students in the
first management-training course.

These scales were from

the Need Ac.hl.eveme.nt. Mach V, S h i v Destination. Wonderlic
Personnel T e s t . Rokeach Dogmatism S ca l e . Survey o£
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Interest surveys.

In addition, self-reported demographic

variables of age and grade point average were used.
These standard scales were chosen by a faculty team
to acquire the broadest range of results to be gained in
a feasible testing time for large groups of students.
They were chosen because the factors they measured appeared,
on the basis of empirical evidence and rational grounds,
to be related to managerial success in academic programs.
These factors appeared to be independent with little, if
any,

overlap among the batteries.

The factors also "cut

ac ross” a variety of psychological dimensions, such as
attitudes, interest, personality, and ability.
The scales taken from the various batteries are as
follows»
(l)

Need Achievement (n ach) was measured by a need

achievement questionnaire developed by Hermans

(1970).

The items in the questionnaire were written so as to cover
the following aspects

t

The achievement motivated individual (a) has
a high aspiration level in so far that it
does not reach beyond his capacities; (b) He
prefers high probabilities when the outcome
of an action is highly determined by exter
nal factors such as chancej (c) He has a
strong striving for upward mobility; (d) He
persists for a long time when confronted with
a task of intermediate difficulty; (e) When
interrupted while working at a task he wants
to accomplish, he has a strong tendency to
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resume the task? (f) He has a dynamic time
perception and feels things are happening
quickly? (g) His time perspective is very
much future oriented? (h) His choice of a
task partner is primarily directed by the
competence of the other; (i) He seeks
recognition by performing well in his
work; and (j) He likes to perform work
well.
(2) Machiavellianism (Mach) was measured by the
Mach V developed by Christie, Geis, and others (1970).
As reported by Robinson and Shaver (1 9 6 9 ), this 20-item
questionnaire was designed to measure;
. . • a respondent's feelings about whether
other people can be manipulated so as to
achieve (usually the respondent's) desired
ends o
(3) A factor known as "general reasoning" came from
the Ship Destination Test by Christensen and Guilford
(1956).

General reasoning is best interpreted as;

, . . the ability to define, comprehend, or
structure a problem in preparation for solv
ing it.
(4) Intelligence is measured by a paper and pencil
group test called the Wonderlic Personnel Tes t .

Intelli

gence, according to Weschler (1938), is;
• . . the global or aggregate capacity to
think rationally, act purposefully, and to
deal effectively with one's environment.
This accepted definition is inherent in Wonderlic's (19?0)
"ability to learn."
(5) Dogmatism was measured by the Rokeach Dogmatism
Scale developed by Rokeach (i9 6 0 ).

The scale is designed
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to measure individual differences in openness or closed
ness of belief systems.

According to Rokeach,

it reveals

the extent to which the person can receive,
evaluate, and act on relevant information
received from the outside on its own intrin
sic merits, unencumbered by irrelevant fac
tors in the situation arising from within
the person or from the outside.
(6 )

Measures of the basic motivational pattern or

values that a person holds are measured by Gordon's (i9 6 0 )
Survey of Interpersonal Va l u e s .

Scales of six critical

values involving an individual's relationship to other
people— or their relationship to him— are 1
Support (S).— Being treated with understand
ing, receiving encouragement from other peo
ple, being treated with kindness and consider
ation.
Conformity (C).— Doing what is socially cor
rect, following regulations closely, doing
what is accepted and proper, being a con
formist.
Recognition (R).— Being looked up to and
admired, being considered important, attract
ing favorable notice, achieving recognition.
Independence (I).— Having the right to do
whatever one wants to do, being free to make
one's own decisions, being able to do things
in one's own way.
Benevolence (B^.— Doing things for other peo
ple, sharing with others, helping the unfor
tunate, being generous.
Leadership^ (L) .— Being in charge of other
p e o p l e , being in a position of leadership
or power.
(7)

Those stable traits describing how normal, well-

adjusted people differ from each other are measured by
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the Thurstone Temperament Schedule.

Thurstone's (1953)

scales are a practical description of important aspects
of temperament and assess those traits that are relatively
permanent for each individual.

The seven scales arei

Active (A).— A person scoring high in this
area usually works and moves rapidly.
He
is restless whenever he has to he quiet.
He likes to be 'on the go* and tends to
hurry.
He usually speaks, walks, writes,
drives and works rapidly, even when these
activities do not demand speed.
Vigorous (V).— A person with a high score in
this area participates in physical sports,
work requiring the use of his hands and the
use of tools, and outdoor occupations.
The
area emphasizes physical activity using large
muscle groups and great expenditures of
energy.
This trait is often described as
'masculine,' but many women and girls will
score high in this area.
Impulsive (I).— High scores in this area indi
cate a happy-go-lucky, daredevil, carefree,
acting-on-the-spur-of-the-moment disposition.
The person makes decisions quickly, enjoys
competition, and changes easily from one task
to another.
The decision to act or change is
quick regardless of whether the person moves
slowly or rapidly (active), or enjoys or dis
likes strenuous projects (vigorous).
A per
son who doggedly 'hangs on* when acting or
thinking is typically low in this area.
Dominant ^D).— People scoring high on this
factor think of themselves as leaders,
capable of taking initiative and responsibil
ity.
They are not domineering, even though
they have leadership ability.
They enjoy
public speaking, organizing social activi
ties, promoting new projects and persuading
others.
They are the ones who would prob
ably take charge of the situation in case
of an accident.
Stable (E for emotionally stable).— People
who have high stable scores usually are
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cheerful and have an even disposition.
They
can relax in a noisy room, and they remain
calm in a crisis.
They claim that they can
disregard distractions while studying.
They
are not irritated if interrupted when con
centrating, and they do not fret about daily
chores.
They are not annoyed by leaving a
task unfinished or by having to finish it by
a deadline.
Sociable (S).— Persons with high scores in
this area enjoy the company of others, make
friends easily, and are sympathetic, cooper
ative, and agreeable in their relations with
people.
Strangers readily tell them about
personal trouble.
Reflective (R).— High scores in this area
indicate that a person likes meditative and
reflective thinking and enjoys dealing with
theoretical rather than practical problems.
Self-examination is characteristic of reflec
tive persons.
These people are usually
quiet, work alone, and enjoy work that
requires accuracy and fine detailo
They
often take on more than they can finish,
and they would rather plan a job than carry
it out.
(8 )

The Thurstone Interest Schedule is a check list

by which a person can systematically clarify his under
standing of his vocational interests.

The ten scores on

the profile represent relative interest in ten vocational
fields.
PS
BS
C
B
E

These arei
=
=
=
=
=

Physical Science
Biological Science
Computational
Business
Executive

P
L
H
A
M

= Persuasive
= Linguistic
= Humanitarian
= Artistic
= Musical

The demographic variables of age and college
point average were self-reported scores on a Personal
Data Sheet completed at the beginning of the term.
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Procedure

The students were randomly assigned to ten project
groups that varied from six to eight members and were
assigned a number from 1 to 10.

Groups 1-5 would be

observed and evaluated by a three-person faculty team (A).
Groups 6-10 would be observed and evaluated by a second
faculty team of three persons (B).

All the students,

however, would be together to receive general instructions
and course content (which covered problem solving, deci
sion making, role behavior, and presentations).

All six

faculty members alternated in providing classroom course
content.

Faculty members worked independently with groups

requesting assistance in individual group planning and
analysis sessionso
Faculty comments during these sessions were one of
three sources of evaluation during the course of the pro
ject.

Faculty comments also provided the second source

of evaluation when, as a team (A or B ) , they heard the
formal progress reports.

Periodically, the students were

required to make a formal presentation of their project
progress to the faculty team.

If the progress was satis

factory, the project group was allowed to move to the
next phase.

If the progress was not satisfactory, they

were required to restudy and rework their project plan
and return to the faculty evaluation team for another
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formal presentation.

Their presentation skills and use

of communication devices were critiqued, as well as their
project progress.
The third source of feedback was from the individual
peer ratings conducted after each one-third of the pro
ject period.

Students were asked to rate their co-workers,

excluding themselves, on the basis of rank of leadership.
Students were given computer cards for each person
in their group, excluding themselves.

They were asked to

look over the cards and, assuming they were going to work
with this group again and were interested in a first-class
product, pick the card of the person they would want to
lead the group toward successful task accomplishment,
placing this name first.

They then should pick the card

for the person they felt might

jeopardize the group's

chance of achieving the objective and place it last.

They

should then so order the rest of the cards from second to
next to last, using the same criterion.
After the cards were computer-processed, the individ
ual received a print-out showing all of the average ranks
without identification and his mean rank identified.

The

mean ranks were also reported in z scores.
The course manager and the faculty members received
a master print-out of all student names and ranks.
The students were told that peer rating results could
affect their final project grade.

After all peer evalua
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tions for both projects were completed, a weighted formula
determined the raising or lowering of the student's indi
vidual grade.
At the beginning of the term, the students were told
that three high positive peer ratings would help their
grade, three low negative peer ratings would hurt their
grade, and a middle range group of peer ratings would have
no effect on grade.

The students did not know exactly

when a peer rating score rated a "plus" or when it rated
a "minuso"
After a formal final presentation and submission of
a written report, the faculty board issued each project
group a grade.

Each member of the group received that

grade, regardless of his contribution.
After completion of Project #1, Groups 1-5 were
reassigned so that no more than two members of a group
would be in a project team again, and the other faculty
team (B) was assigned to observe and evaluate them.

The

same procedure was carried out for Groups 6-10, and they
were assigned Faculty Team A.
The process for Project //2 was the same as for Pro
ject #1.
For the students'

course grade, the first and second

project grades, as well as the peer results, were placed
in a weighted formula to determine the individual course
grade.
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CHAPTER III

FINDINGS
The purpose of the study was to measure the relation
ship between potential predictor variables and emergent
leadership in an experiential program.

The results showed

a significant relationship for one portion of the hypothe
ses— grade point averages no significant relationship for
three other portions— intelligence, dominance, and Machia
vellianism > and significant relationships for two other
variables— Biological science and conformity.
An intercorrelation matrix of all the variables is
shown in Appendix B, and the results of a multiple regres
sion analysis are reported in Appendix Cs the summary of
the data is given in Table I.

The highest valued predic

tor was the students* reported college grade point aver
age.

This variable showed the strongest relationship to

the criterion variable, emergent leadership.

It showed

an F level of 11.65* which surpassed the ^-.00 needed for
significance at the .05 level.

This means that, of all

the potential predictor variables measured, reported col
lege grade point average accounted for the largest share
of variance.

The multiple R of .3 8 accounts for 15 per

cent of the total variance.
This indicates that the higher the GPA reported by
37
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TABLE I
CORRELATION AND MULTIPLE CORRELATION BETWEEN
PREDICTOR AND EMERGENT LEADERSHIP

Variables
1.
2.
34.
5.
6.
7.
8.
9.
10.
11.
12.
13.
14.
15.
16.
17.
18.
19.
20,
21.
22.
23.
24.
25.
26.
27.
28.
29.
30.

Simple _r

Reported GPA
Dogmatism
Activity
Business scale
Support
Biological science
Impulsive
Age
Machiavellianism
Independence
Reflective
Intelligence
Physical science
Linguistic
Humanitarian
Persuasive
Artistic
Musical
Stability
Sociable
Benevolence
Executive
Dominance
Leadership
Recognition
Conformity
Vigorous
Need achievement
Computational science
Logical reasoning
Significant at .05

.38*
-.18
.25*
-.16
*18#
.2 6
-.0 1
.1 0
.18
-.04
.10
.0 0 3
.10
.12
.14
-. 06
.14
.1 6
-.08
-.0 3
-.08
.08
.08
.07
.09
-.22
-.02
ol5
.08
.08

Cumulative
Multiple R
.38243
.46823
.52332
.55706
.58910
.61521
.64155
.65181
.66444
.67312
067859
.6 8 6 5 5
.70009
.71057
.72013
.72450
.72992
.73847
.73992
.74213
.74358
.74532
.74622
.74695
.74759
.74891
.74966
.74987
.74999
.75009

le v e lo

the student, the more likely the student was to he desig
nated as leader in the peer rankings.
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The second predictor variable selected for inclusion
in the multiple correlation was dogmatism, measured by the
Rokeach Dogmatism Scale.

This variable, however, showed

a negative relationship to emergent leadership.

This indi

cates that the more answers a person marked negatively on
the scale, the mores
of others?

(l) he believed he was more tolerant

(2) he was more open in his belief system;

(3) he had little difficulty discriminating between the
information received and its source (authority); and (*/•)
the more likely he would be designated as leader in the
rankings.

The addition of this variable of 6.26 raised the

multiple R to

A 7.

The third predictor variable selected in the multiple
regression analysis was the activity scale from the Thurgtone Temperament S u rvey.
at the .05 level.

The

F

of

k,96

was significant

This indicates that the students who

chose statements on the scale that said they (l) liked to
move around,

(2) were usually restless and in a hurry,

(3) did n ot like to dawdle with tasks,

(40 liked to drive

fast, and (5) talked louder than others had a tendency to
be ranked highest by their peers.

The addition of this

variable resulted in a multiple R of .52.
The next four variables in the regression analyses
were less effective predictors.

These four variables

might have increased the multiple R to .64-.

However,
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this increase

does not add significantly to the predictive

efficiency of the first three variables.
The total multiple R of all 30 predictor variables
(Table I) was

.75 .

The first three significant potential

predictor variables— grade point average, dogmatism, and
activity— accounted for 50 percent of the total variance.
The examination of the correlation coefficients in
Table I shows the correlation of grade point average with
the criterion variable to be .382; dogmatism, a negative
correlation of ~.l8^; activity level, with the criterion
of .2^9.

Several of the variables correlated with the

criterion as high or higher than the most significant
variable.

However, they were not selected as significant,

because the stepwise regression computer program is
designed to select the next most significant contributor
variable to the total multiple R.

That is, the program

looks for that variable that contributes the most to the
increase in the coefficient of determination,

or which

increases the proportion of variance of the dependent
variable accounted for by the independent variables included
in the regression equation.
A summary, discussion of the findings, and recommen
dations are given in Chapter IV, and in Chapter V,
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CHAPTER

IV

DISCUSSION OF FINDINGS

The purpose of the study was to determine the rela
tionship between emergent leadership and several potential
predictor variables.

The results of the investigation

confirmed the hypothesis that there is a significant rela
tionship between emergent leadership and reported grade
point average, but it failed to confirm the relationship
with intelligence, dominance, and Machiavellianism.

Two

other variables from the remaining 26 investigated were
found to add significantly (at the .05 level) to the pre
diction of emergent leadership.

They were the variables

of dogmatism and activity.
From this study grade point average is the most
effective single predictor of emergent leadership.
finding agrees with previous studies

This

(Stogdill, 19^8;

Mann, 1959 ? Bass, I960; Hare, 1962 j Selover, 1962 ? McGrath
and Altman, 1966j and Gibb, 1969) which indicated that
effective past behavior is a key predictive element of
future behavior.
The reason for the effectiveness of grade point aver
age as a predictor of emergent leadership probably results
from its interrelation with intelligence, motivation, and
a disciplined set of behaviors which result in task

kl
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completion and/or goal accomplishment,

Achieving results

in disciplined stages probably is reinforcing in itself,
in addition to the reinforcement received from faculty
expression of satisfaction for task accomplishments.

Stu

dents seeking this type of reinforcement would logically
be those who had experienced it in the past and were w i l l 
ing to do what was required to achieve it.
The second most effective predictor variable was
found to be dogmatism, as measured by the Rokeach Dogmatism
S c ale.
ratings.

This variable was negatively related to leadership
This result appears logical in light of the

training program design, because the intent of the program
is to require the students to handle ambiguity in a
variety of forms.

The premise for this is that managers

must make decisions regarding scarce resources, including
manpower, under conditions of uncertainty.

Rokeach (i960)

pointed out that those high in dogmatism would tend to
resist making decisions about changes needed and would
develop anxiety when faced with uncertainty.

Because of

the flexibility and openness of thinking required to help
subordinates develop, it appears logical that those low
in dogmatism, or higher in openness to new ideas, would
be more effective in manager development and manager self
development.

Mason (1971 ) found that those high in open

ness performed more effectively in interpersonal rela
tions.

It seems to follow, then, that the students with
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high openness in the present study should be more effec
tive in interpersonal relations and rank high in leader
ship.
Several skills involved in problem solving require
higher amounts of openness.

The ability to distinguish

when things are not right is included in the problem def
inition and selection.

Those not willing to accept new

ideas and changes would not be able to look at all sides
of the problem and would tend to select problems in line
with their own views.
In effective problem solving, not only must many
alternatives be generated, but a wide range of potential
resources identified.

Problem solvers must be creative

in choosing the activities important to gaining the
desired outcome.

Persons who were not open in their

belief systems, according to Rokeach (1 9 6 0 ), would not be
effective in these behaviors.

The reason for this is that

their reception, evaluation, and actions on pertinent
information received from the outside would be vitiated
by their own closed belief systems.

This would also be

true of the data search and collection aspect of problem
solving.

Those not open in their belief systems would be

searching for, and collecting information within, their
personal socio-culturally biased frameworks.
it is known as experimenter bias or error.

In research,
Another aspect

of problem solving is handling information in complex ways.
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kkTo do this, the problem solver must reconcile his values
in the face of measuring alternatives that are not meas
ured in the same units.

His openness to multiple solu

tions is paramount for effective goal accomplishment.
Activity, the third variable selected in the step
wise regression analysis, is another of those measures
found identified in previous studies as significant in
identifying leaders vs. non-leaders.

The significant

results of activity appear to be similar to findings of
Julian (1963), Webber (1966), and Guyton (1969 )» who
studied managerial and administrative effectiveness in
various organizations.

The nine-step systems-analysis

approach required the groups* active production of prod
ucts every three or four days for presentation to their
respective faculty evaluation boards.
This involved generation, collection, and collation
of data 011 time for acceptance, and permission to proceed
to the next step.

This means that charts, graphs, slides,

and other visual aids had to be made without delay.

In

addition, rehearsing oral presentations, integrating
separate written assignments, and preparing rebuttal for
evaluation questions was necessary.

Students in groups

who talked about problem solving, but did not produce,
received negative reinforcement or punishment, leading to
increased anxiety.

Students who successfully completed

requirements received positive reinforcement or reward,

R eproduced with permission of the copyright owner. Further reproduction prohibited without perm ission.

leading to anxiety reduction.

Those persons most effective

in exerting effort and influence toward goal accomplishment would appear to be held in esteem,

or in positions

of value— in this case, selected as leaders, or receiving
an inordinately high ranking of leadership by their peers.
The failure to confirm the hypothesis of the signif
icant relationship of dominance to emergent leadership
probably could be attributed to the requirements of the
program,

or to the high intercorrelation between this v a r 

iable and several other variables.

The complex nature of

the project requirements in this program are different
than the requirements in most studies where dominance was
significant.

In those studies, the task was of short

duration (20 minutes to 3 hours), as compared to the pres
ent study of six weeks.

Dominance, in the tasks of short

duration, could be an important factor when a "take charge"
person is needed for task accomplishment.

This is espe

cially true of the small, initially leaderless discussion
groups, where dominant persons speak up with authority and
are elected leaders.

As the groups progress through the

six-week project of the present program, project success
depends on a knowledge of various aspects of systems analy
sis, related business elements, the flexibility to change
directions when required, and active completion of tasks.
A dominant person without such knowledge, or other

charac-
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teristics needed, would not exert the influence that he
might in a group not requiring such rigor and standards
of performance over a shorter period of time.
The failure of the portion of the hypothesis dealing
with Machiavellianism might be related to the difference
between most Machiavellian studies and the present one.
The hypothesized relationship between Machiavellianism in
previous study groups and Machiavellianism in the present
study was based on three conditions that seemed to be
similari

(1 ) face-to-face interaction;

(2 ) freedom to

improvise and respond freely; and (3 ) arousal of emotion
permitted when the experiment had serious consequences.
These hypothesized conditions apparently were not present
in the current study to the same degree as in previous
ones.

There could have been some lack of goal clarity,

also.

Although the students knew there would be some pos

sible grade change if rankings were high enough, it was
not spelled out what those standards were.

In other words,

there was not a clear-cut "prize" to win in deference to
the others in the group.

Thus the present study would

not seem as likely to encourage a "zero-sum" game, which
is typical behavior of the Machiavellian.

Had the groups

interacted together for various phases, the Machiavellian
may have had an opportunity to impress his co-workers by
manipulating members of other groups to gain resources
external to his own group.
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Another reason could be the length of the projects.
Christie and Geis (1970) admit that their situation stud
ies were brief, and typical high Machs achieved their suc
cess in from 5 minutes to a few hours.

The fact that high

Machs may be equally effective in a project of much longer
duration, such as the present study of six weeks, is more
speculative.

This speculative nature might be in the form

of intervening variables not present in projects of short
duration, but present

in this study.

If the model of hypothesized interaction between the
Mach and situations with predicted tactics, proposed by
Christie and Geis (1970), was relevant, Machiavellianism
should have been significant.

This model says that high

Machs in a loosely-structured situation would*
testings
(3 )

(1) limit

(2 ) initiate and control the structure; and

instrumentally exploit the resources.

On the other

hand, high Machs in a highly-structured situation would
work within the system and exhibit perfunctory performance
with occasional apathy.

The hypothesis of significance

for Machiavellianism in the present study was based on
the premise that the groups were operating as loosely
structured (exact role behavior or participant not prede
fined, exact means to achieve goals not predefined, and
improvisation required).

In effect,

it may have been a

perception of those in the groups that they were, to a
higher degree, actually in a more highly-structured
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direction (role and reward structure clear and predefined,
exact responsibilities and means to achieve goals pre
defined, and little improvisation required).

If this

were true, it may well be that high Machs, instead of
striving for group leadership, used their talents to get
others to do most of the work on the projects, which the
high Machs perceived as a higher "pay-off" in this situa
tion.

In this way, they would receive the same grade,

but have more free time to work on other academic subjects.
Intelligence did not show a significant relationship
to emergent leadership.

This is probably due to the

make-up of the groups and, to some extent, the tasks they
had to perform.

The groups were fairly homogeneous— i.e.,

all college students— hence intelligence was not very
diverse throughout the groups.

Most results reported by

Wonderlic (19?0) show standard deviations of ? to 8j the
present study was 4.7.

Also, the minimum level of intel

ligence needed to effectively accomplish these tasks was
probably adequately met by everyone in the group.
The choice of a leader, then, probably did not depend
so much on the person who showed the highest ability to
solve a particular problem, but depended on the person
who could actively put together a program, see it comple
ted, and had the flexibility to try a new set of behaviors
if faculty feedback so directed.

Although this requires

a certain minimum level of intelligence,

it requires other
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characteristics that were more important for effective
goal accomplishment in this task.

This is substantiated

somewhat by the fact that another variable, problem solv
ing, as measured by the Shin Destination T e s t , was not
related significantly to emergent leadership, but corre
lated .53 with the mental ability scale.
Another reason might be that some of the variance
attributed to intelligence and problem solving already
was accounted for by the variable of grade point average.
Two variables that were close to significance, but
not reported in the stepwise regression, were conformity
(a negative correlation) and interest in biological sci
ence.

It is most likely that the variance attributed to

conformity had been accounted for previously by dogmatism,
which was the second strongest predictor.

No reasonable

explanation for the relation between interest in biolog
ical science and emergent leadership can be offered,
however, since this variable was not significant enough
for inclusion in the multiple R.

It might be concluded

that this variable appeared as significant because it was
highly related to other predictor variables.
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CHAPTER V

SUMMARY, CONCLUSIONS, AND RECOMMENDATIONS
Summary

This investigation was conducted to determine the
relationship between several potential predictor variables
and emergent leadership, as measured by peer ratings
obtained in an experimental management training program.
Students in a university Management Department were
introduced to a new training program involving experience
in decision making, problem solving, role behavior, and
presentation skills.

A major portion of this program

consisted of working in small groups toward task accom
plishment

in a reward/punishment environment— i.e.,

grades.
Knowledge about potential predictor variables was
needed for information regarding program design and des
criptions of students who were successful in the program.
The purpose of the training program was to let stu
dents experience,

in an academic environment, the behav

iors and skills that are assumed to be needed for effec
tive managerial performance.

In the portion of the pro

gram under study, a multifaceted, complex task was
assigned to give the students experience in problem solv
ing and decision making through a systems analysis
50
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approach to goal accomplishment.

They participated in

group activities with peers and received evaluation by a
superordinate faculty board which gave them experience and
skills in role behavior analysis.
The development of presentation and communication
skills was necessary to transmit information of goal
accomplishment and proposed program implementation to the
supra organization.
Knowledge of potential predictor variables might
enable those responsible for program design to alter the
program structure by changing inputs.

For example, a

failure of the hypothesis of grade point average to be
confirmed would require examination of task difficulty.
Knowledge of the variables should also lead to deci
sions regarding the recruitment, selection, and distribu
tion of students in project groups.

In addition, deci

sions regarding the amount of counseling and coaching
needed on an individual or group basis might be determined.
Course content could be enriched, diminished, varied; even
faculty changes could be made as needed.
Research results from previous studies have indica
ted several variables that might be predictive of leader
ship behavior.

The variables were*

intelligence, dom

inance, grade point average, and Machiavellianism.

The

purpose of this investigation was to determine if these
variables and/or other variables were predictive of emer
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gent leadership in this Management Department training
program.

A committee agreed upon eight standard instru

ments to measure potential predictor variables to deter
mine possible relationships.

The instruments were admin

istered to 70 members of an undergraduate management class
prior to the investigation.
During the Fall 1971 semester, the 70 students were
randomly divided into initially leaderless groups of six
to eight persons.
weeks.

They were assigned a task lasting six

Upon completion, they were redivided into differ

ent groups for another six-week task.
The groups received instructions on a step-by-step
systems analysis procedure and were expected to utilize
it for project completion.

After designated steps, the

groups were required to make presentations of their pro
gress to a faculty evaluation board before proceeding to
the next step.

At the end of the project, a final formal

presentation was re q u i r e d .
Members completed peer evaluations at two-week inter
vals ranking peers on perceived leadership rank from high
est to lowest, omitting themselves.

Ranks were reported

in z scores and all six ratings over the two projects
were averaged to obtain the criterion variable.
Students'

grades were based on the completed project

grades and adjusted up or down by high positive or nega
tive z scores on peer ratings.
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Thirty potential predictor variables were intercor
related with each other and emergent leadership.

A mul

tiple regression analysis determined the sequential
strength of predictor contribution to the total multiple
R0

The hypothesis for grade point average was confirmed

beyond the .0 5 level, but those for intelligence, domi
nance, and Machiavellianism were not.
This study has analyzed and evaluated the relation
ship between potential predictor variables and emergent
leadership in an applied setting.

The result provides

knowledge about potential predictor variables in a situa
tion which was initially leaderless.

Reward or punish

ment came from either peers or the faculty board.

Var

iable measurements were taken from standardized instru
ments that could be used for replication of the study
with another student group in the same program.

Or, the

program could be reconstructed in another academic set
ting, with another population of students, using the same
measurement instruments.
The results of the study could be used in an applied
manner to change the program design and content, in addi
tion to decisions about student selection and placement.
With these results, a managerial training matrix
could be developed as one of the facets of a total manage
ment education program.
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Conclusions

I n s o f a r as t he t e c h n i q u e s u s e d in this s t u d y m a y be
valid,

the f o l l o w i n g c o n c l u s i o n s a p p e a r t o be

1.

justified.

The r e s u l t s s h o w e d t h a t the b e s t p o t e n t i a l p r e 

d i c t o r in the p r e s e n t s t u d y w a s r e p o r t e d g r a d e p o i n t a v e r 
age,

w h i c h w a s s i g n i f i c a n t b e y o n d the

suggests

.05 level.

This

t hat s t u d e n t s w h o w e r e s u c c e s s f u l in this p r o 

g r a m w e r e the sa m e s t u d e n t s w h o h a v e b e e n c o n s i s t e n t l y
s u c c e s s f u l in o t h e r c o u r s e w o r k in the u n i v ersity.
E n c o u r a g i n g s t u d e n t s w i t h h i g h e r GPA ' s to e n t e r the p r o 
g r a m w o u l d a i d in a c q u i r i n g a n d m a i n t a i n i n g s t r o n g c o m 
p e t i t i o n f o r l e a d e r s h i p in the t a s k - o r i e n t e d groups.
M a i n t a i n i n g a p r o g r a m that r e q u i r e d b e h a v i o r s

of h i g h

GPA's w o u l d m e a n tha t tasks c o u l d be k e p t c o m p l e x a n d
e d u c a t i o n a l l y meanin g f u l .

Students

c o u l d be e x p e c t e d to

w o r k on p r o b l e m s r e q u i r i n g h i g h a l t e r n a t i v e g e n e r a t i o n
a n d a n a lysis.

This a l t e r n a t i v e c o u l d c r e a t e a s e l e c t

group and reduce costs

of t r a i n i n g f u t u r e groups.

This is

p o t a f e a s i b l e a l t e r n a t i v e f o r this e x p e r i e n t i a l program,
h o w ever.

A mo r e a c c e p t a b l e a l t e r n a t i v e m i g h t be to put

h i g h G P A's

in one g r o u p a n d l o w GPA ' s i n others,

a l l o w i n g l o w GPA's

thereby

o p p o r t u n i t i e s to b e c o m e lead e r s

of

groups.

2.

Those students low in dogmatism tended to be

selected as leaders.

In this study, they were those
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students who were able to seek out new approaches and
skills while abandoning or integrating old ones.

Also,

they were able to work under conditions of uncertainty
and ambiguity found in situations requiring the learning
and use of complex skills in a potentially threatening
environment.

Selection of those low in dognatism might

allow program planners to increase uncertainty aspects
of the program.
3.

Group members selected as leaders were those

who exhibited high activity in working toward goal accom
plishment.

These were the ones who encouraged and

assisted others to write, research, collate,

integrate,

and prepare materials for effective presentations to the
faculty boards.

They accomplished objectives on time

and initiated activities for the next step in program
planning.

When group members have high activity levels,

the size of the assigned projects— in addition to the
complexity— can be increased.

This increases activity

levels and higher needs for creativity on the part of
the faculty as well as the students.
4.

Based on the findings, a person who tends to

emerge as leader in the Management Department program
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appears to be one whoi
cessful performance;
change and new ideas;

(a) has demonstrated past suc

(b) is flexible;

(c) is open to

(d) is somewhat non-conforming in

behavior; and (e) has a propensity to exert effort toward
task completion.
Recommendations for Future Program
and Further Research

The following recommendations for program develop
ment are based on the findings of this investigation.
1.

Students with high GPA's should be identified in

the prerequisite Management Fundamentals class, and
resources allocated to recruit them into the program.
Selection procedures should not eliminate low GPA's at
this time,

however; they should be made aware of the

potential competition for leadership positions.
2.

Students who enter the program with low GPA's.

high scores on dogmatism, and evidence of low activity
rates should be provided with individual and group con
sultations,

in addition to enriched program content.

Program designers should study the efficacy of distrib
uting members according to the potential predictor var
iable results.

Such distribution may cause intervening

variable effects to arise that are not clear at this
time.
The following recommendations for additional research
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are based on the findings of this investigation.
1.

A replication of the study in future groups

should be made for cross-validation, utilizing the regres
sion formula derived from the present study.

This will

aid in determining the value of the variables for predict
ing future leadership potential.
2.

Future groups should have those persons scoring

high and low on potential predictor variables distributed
across groups experimentally, to cross-validate findings
of this study.
3.

A study of various small-group characteristics,

such as group size, should be made for contributions to
program design.

Smaller or larger groups may show rela

tionships not present in this study.
4.

A replication of the study should be made, using

a combination of observed leadership rankings by the
faculty and peer evaluations as the criterion variable.
This may bring out intervening variable aspects of the
dependent variable not present in this study.
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LIST OF MEANS, VARIANCE, AND STANDARD DEVIATIONS OF
POTENTIAL PREDICTOR VARIABLES STUDIED (N = 70)
Variable
1
2

Mean

Variance

Std. Dev.

104.37
99.68

148.70

12.19

91.63

9.57

35-54

4.72
21.76

3
4

29.12

52.19
22.34

7 .2 2

5

155.58

473.86

6

17.40

25.05

5 .0 0

7
8

8 .3 0

2 5 .0 8

5 .0 0
4.06

12.51

16.51

9
10

18.58

31.40

5 .6 0

14.57

32.82

5.72

11

18.40

12

11.60

54.93
1 3 .2 0

3.63

7.41

13

12.74

13.35

3.65

14

11.20

8.71

2.95

15

10.68

2 0 .5 0

4.52

16

9»91
11.00

11.12

3.33

1 2 .9 2

3.59

18

7 .7 7

11.28

3.35

19

7 .7 1

20.23

4.49
4.54

17

20

5 .6 0

20.64

21

9 .2 2

26.41

5-13

22

1 3 .4 5

17.81

4.22

23

9 .7 0

18.99

4.35

24

9 .9 5

16.27

4.03
4.88

25

7 .8 0

2 3 .8 7

26

5.41

15.63

3.95

27

6.02

25.30

5.03

28

3 .8 0

21.69

4.65

29
30

21.85

1 2 .3 2

258.18
-1.48

2007.05
5655.81

3.51
44.80

31

75.22
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FIRST TEN STEPS FROM THE STEPWISE
MULTIPLE REGRESSION ANALYSIS

Step Number 1— Reported Grade Point Average
F Level

11, 6491
= 6 9 .9974

Standard error

of estimate

Coefficient of

determination

=

0.14626

Coefficient of

multiple regression

=

0 .3 8 2 4 3

Increase in coefficient of determination =

0.14626

Constant

-167.2371

Variable

Coefficient

Std. Error of Coef.

X = 30

0.64199

0.18810

Step Number 2— Dogmatism
F Level

6.2o30

Standard error

of estimate

= 6 7 .4 3 6 3

Coefficient of

determination

=

0.21924

Coefficient of

multiple regression

=

0.46823

Increase in coefficient of determination =

0 .0 7 2 9 8

-4 3 .7 6 8 6 8

Constant
Variable

Coefficient

Std. Error of Coef.

5

- 0 .9 5 4 3 9

0 .3 8 1 3 6

X = 30

0 .7 3 8 9 0

0 .1 8 5 3 0

x =
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Step Number 3--Activity
F Level

4.9645

Standard error of estimate

= 6 5 .5 2 5 6

Coefficient of determination

=

0.27386

Coefficient of multiple regression

=

0.52332

Increase in coefficient of determination =

0.05462

-91.24609

Constant
Variable

Coefficient

Std. Error of Coef.

5

-0.97561

0 .3 7 0 6 8

X = 12

4.84778

x = 30

0.71777

2.17573
0 .1 8 0 3 0

X =

Step Number 4— Business
F Level

3o4362

Standard error of estimate

= 64.3487

Coefficient of determination

=

0.31032

Coefficient of multiple regression

=

0.55706

Increase in coefficient of determination =

0 .0 3 6 4 6

- 3 0 .8 8 5 0 3

Constant
Variable
X =

Coefficient

Std. Error of Coef.

5

-1.07007

0.36757

X = 12

4.98033

2.13785

X = 22

-3.43925

x = 30

0.71421

1.85535
0 .1 7 7 0 8
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Step Number 5— Support
F Level

3»5988

Standard error

of estimate

= 6 3 .0 9 9 7

Coefficient of

determination

=

Coefficient of

multiple regression

= 0 ,5 8 9 1 0

Increase in coefficient of determination =

O.O3672

- 7 5 .4 4 5 6 0

Constant

Coefficient

X
it

Variable

X =

O .3 4 7 0 3

6

Stdo Error of Coef,

- 1 o 05892

0.36048

2.90231

1.52991

X = 12

4.95389

2.09640

X = 22

-3.86089

1.83287

x = 30

0.70765

0.17367

Step Number 6— Biological Science
3 .1 8 7 6

F Level

Standard error of estimate

= 62.0481

Coefficient

of determination

=

0«37848

Coefficient

of multiple regression

=

0.61521

coefficient of determination =

0.03145

Increase in
Constant

-105,3410

Variable

Coefficient

Std. Error of Coef,

X =

5

-0.95747

0 .3 5 9 0 0

X =

6

3.07991

1.50770

X = 12

4.94787

2.06147

X = 20

3.00978

1.68578

X = 22

-3.^9576

1.81389

x = 30

0.66629

0.17234
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Step Number 7— Impulsive
F Level

3*4879
= 6 O.8 5 8 I

Standard error

of estimate

Coefficient of

Determination

=

0.41158

Coefficient of

multiple regression

=

0.64155

Increase in coefficient of determination =
Constant

O.O33IO

-43.22168

Variable

Coefficient

Std. Error of Coef,

X =

5

-I.O7 3 3 2 .

0.35754

X =

6

2.87054

1 .4 8 3 0 3

7.24614

2 .3 6 6 9 8

-5.56970

2.98229

ii

X

X = 12
X = 20

3.47866

1.67240

X = 22

-3*43546

1.77939

x = 30

0 .6 3 4 6 5

0.16988

Step Number 8— Age
1.4073

F Level

Standard error of estimate

= 60.6592

Coefficient of determination

=

0.42485

Coefficient of multiple regression

=

0.65181

Increase in coefficient of determination =

0.01327

Constant

-122.5696
Coefficient

Std. Error of Coef.

5

-1.04111

0.35740

X =

6

1.50590

X = 12

3.21175
6.77220

2.39283

-5-11457

2.99719
1.78263

X = 29

2.61246

2.20216

O.672 3 I

0.17228

X

0

1.67228

-3.22262

X

3 .3 2 0 1 0

X = 22
11

O

11 11

X =

•P-

Variable
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Step Number 9— Machiavellianism
F Level

1.7858

Standard error

of estimate

Coefficient of

determination

= 60.2722
=

Coefficient of

multiple regression

=

Increase in coefficient of determination =
Constant

0.44148
0.66444
0.01662

-252.3017

Variable

Coefficient

Std. Error of
O .8 5 6 0 8

X =

2

1.14402

x =

5

-1.06182

0.35546

X =

6

3.48236

1.50994

6.01522

2.44411

X = 12

3.19697

1.66417

n

3 .0 3 2 0 2

X = 20

X

-4.35367

3.73903

1.77139
2.34489

o

0 .6 3 7 1 6

0.17319

C'-'I
II

- 3 .2 5 2 1 2

X

X = 22
X = 29
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Step Number 10— Independence
F Level

1.2522

Standard error

of estimate

Coefficient of

determination

= 60.1459
=

Coefficient of

multiple regression

=

Increase in coefficient of determination =
Constant

0.45308
0.67312
0.01161

-224.4618

Variable

1.17757

0.85481

X =

5

-I.IO387

O.3 5 6 7 O
1.50816

Os

Std. Error of Coef,

2

X
ii

Coefficient

X =

3.41003

X =

9

-1.47136

1.31487

X = 12

5.94132

2.43989

X = 14

-4.47791

3.02770

X = 20

3.37507

1.66829

X = 22

-3.20547

1.76817

x = 29

3.79053

2.34043

x = 30

0 .6 5 0 5 7

0.17324

Source 1 Computer Program from Western Michigan Uni
versity Computer Center Library Program, #1.3.2, Stepwise
Regression.
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LIST OF POTENTIAL PREDICTOR VARIABLES STUDIED*
A.

NoA.
(1)

Scale
Need a c h i e vement

B.

Mach V

c*

Ship D e s t i n a t i o n Test

Do

W onderlic

Eo

R o k e a c h Dog m a t i s m Scale

F.

S u r v e y of

(2) M a c h i a v e l l i a n i s m

(3) L o gical r e a s o n i n g

(4)

Intelligence

(5) D o g m atism
Int e r p e r s o n a l V a l u e s

Support

(7)

Conformity

(10)

T h urstone

Io

T e mperament
(16)

Stability

(13) Vi g o r o u s

(17)

Sociable

(14)

Impulsive

(18) Ref l e c t i v e

(15)

Dominant

(12)

Ho

Indepe n d e n c e
B e n e v olence

(11) L e a d e r s h i p

(8) R e c o g n i t i o n
G.

(S I V )

(9)

(6)

Active

Thurstone

Interest
(24)

science

P e r s uasive

(19)

P h ysical

(20)

Biolo g i c a l science

(25) L i n g u i s t i c

(21)

Computational

(26)

Humanitarian

(22)

Business

(27)

A r tistic

(23)

E x e c utive

(28) M u s i c a l

science

Demographic Variables
(29)

Age

(30)

Grade point

Variable
cedure So

average

identification numbers

in s t a t i s t i c a l p r o 

77
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